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Since  1981,  volunteers  have  played  an 
important  role  in  helping  the  Bureau  of  Land 
Management  (BLM)  achieve  its  mission.  In 
1994,  approximately  22,000  volunteers 
contributed  1 .27  million  hours  valued  at 
$15  million.  Their  contributions  were 
equivalent  to  the  work  of  approximately  635 
full-time  employees.  As  the  Bureau  faces  the 
growing  challenge  of  accomplishing  more 
work  in  the  field  with  fewer  people  on  its 
payroll,  there  is  an  increased  need  for 
volunteers  to  help  maintain  the  health  and 
productivity  of  the  land. 

To  help  shape  the  future  of  its  Volunteer 
Program,  BLM  held  a  meeting  for  many  of 
its  volunteers,  Volunteer  Coordinators, 
partner  organizations,  and  managers  from 
October  31  through  November  3,  1994.  At 
this  meeting,  the  first  of  its  kind  for  BLM,  all 
attendees  participated  in  developing  the  BLM 
Volunteer  Strategy.  This  Strategy  weaves 
volunteers  into  the  very  "fabric"  of  the 
agency  by  involving  them  in  all  aspects  of 
BLM's  business. 


AJohreviations 

EE  &  V  Team  Washington  Office  Environmental  Education  and  Volunteers  Team 

ELT  Executive  Leadership  Team 

NTC  National  Training  Center 

VPAT  Volunteer  Program  Adjunct  Team 
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What  is  our  vision? 


In  the  decades  to  come,  volunteers  will  be  woven  into  the  fabric  of  BLM, 

playing  a  key  role  in  protecting  the  health  of  the  public  lands  and  providing 

better  service  to  our  publics.  Volunteers  will  be  vital  stewards  of  the 

public  lands  by  serving  as  BLM  team  members,  providing 

innovative  ideas  and  key  resources,  and  serving  as 

ambassadors  in  their  local  communities. 
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What  are  our  goals? 


Participation: 

Enhance  and  expand  BLM's  volunteer  structure  to  optimize  the  potential  of 
volunteers  to  support  BLM  in  maintaining  the  health  and  productivity  of  public 
lands  and  improving  customer  service. 


Communication/Outreach: 

Tap  the  enthusiasm,  expertise,  and  ideas  of  volunteers  and  involve  them  in 
educating  and  working  with  communities. 


Diversity: 

Draw  on  the  unique  talents  offered  by  volunteers  with  diverse  cultural  and 
academic  backgrounds. 


Partnerships: 

Work  collaboratively  with  other  agencies  and  organizations  to  maximize 
volunteer  contributions. 
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What  are  our  objectives? 

Objective  1  : 
Involve  volunteers  in  BLM  work  priorities 


Although  volunteers  are  one  of  our  greatest  resources  and  they  support  us  in  many 
program  areas,  there  is  no  systematic  Bureauwide  effort  to  involve  volunteers  in  our 
work  priorities.  As  the  job  of  managing  public  lands  becomes  ever  more  challeng- 
ing, we  must  fully  consider  how  to  capitalize  on  this  valuable  resource. 

By  applying  the  skills  and  talents  of  volunteers  to  solve  complex  problems  and 
build  support  in  local  communities  for  our  ecosystem  management  approach,  we 
can  significantly  extend  our  workforce.  Also,  by  recruiting  volunteers  from  diverse 
populations,  we  will  be  better  prepared  to  meet  the  challenges  that  emerge  as 
America's  demographics  change. 

To  acknowledge  volunteers  as  more  than  just  extra  hands  and  integrate  them  into 
the  BLM  team,  we  must  develop  a  plan  to  incorporate  them  as  team  players.  With 
planning  and  commitment  from  managers  and  staff,  volunteers  can  contribute  to  all 
phases  of  project  design  and  implementation.  We  must  create  an  environment  for 
volunteers  where  risk  taking  and  creativity  are  encouraged  and  barriers  to  success 
are  eliminated. 


Strategies: 


Involve  volunteers  in  the  design,  planning,  and  management  of 
volunteer-related  projects.  (Suggested  Strategies  -  VPAT:  FY  1995- 
1996;  All  Managers:   FY  1996) 

Use  volunteers  as  ambassadors  to  build  relationships  in  local 
communities  and  provide  education  on  the  use  of  public  lands. 
(All  Managers:  FY  1996) 

Empower  volunteers  to  get  the  job  done  in  the  most  efficient  and 
effective  manner.  (All  Managers:  FY  1996) 

Develop  pools  of  volunteers  that  can  be  shared  by  BLM  and  other 
agencies.  (All  Volunteer  Coordinators:  FY  1996) 

Clarify  and  modify,  as  appropriate,  ethics,  procurement  and  other 
regulations  to  ensure  consistent  interpretation  by  field  officials  and  to 
remove  barriers  that  hamper  effective  and  efficient  use  of  volunteers. 
(EE  &  V  Team/VPAT:  FY  1996) 

Simplify  and  revise  administrative  procedures  hindering  volunteer 
efforts,  e.g.,  the  procurement  process  for  obtaining  food  served  to 
volunteers,  housing,  etc.  (EE  &  V  Team/WO  Property  and  Acquisition 
Team:  FY  1996) 
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Objective  2: 
Establish  a  framework  to  facilitate 
Bureauwide  program  coordination 


An  infrastructure  needs  to  be  established  to  facilitate  field  managers'  efforts  to 
expand  the  role  of  volunteers  and  fully  integrate  them  into  the  workforce.  This 
infrastructure  will  link  and  support  national  and  field  efforts  that  will  have  collec- 
tive impact  and  will  reflect  field  needs.  It  will  also  lead  to  improved  coordination, 
more  efficient  and  effective  use  of  resources,  and  shared  expertise.  By  linking  our 
efforts,  we  will  enhance  our  ability  to  leverage  resources  through  national  partner- 
ships. 


Strategies: 


Establish  an  interdisciplinary  team  composed  of  staff  from  all  levels 
of  the  organization  as  an  adjunct  to  the  Environmental  Education 
and  Volunteers  Team.  This  team  would  assist  with  national  pro- 
gram efforts  that  provide  technical  support  and  services  to  the  field. 
(EE&V  Team:  FY  1995) 

Establish  a  group  composed  of  a  diversity  of  individuals  from 
national  volunteer  associations,  partner  organizations,  and  Federal 
and  State  agencies  to  share  expertise  and  provide  input  for  national 
program  efforts.  (EE  &  V  Team/VPAT:  FY  1 995) 

Establish  a  Volunteer  Coordinator  position  in  every  BLM  state.  We 
recommend  this  be  a  full-time  position  in  the  State  Office.  It  could 
be  a  BLM  staffed  position,  an  interagency  position,  or  a  shared 
position  with  the  private  sector.  It  could  also  be  located  in  a  field 
office.  (ELT:  FY  1995) 

As  funding  permits,  establish  Volunteer  Coordinator  positions  at  the 
District  and  Resource  Area  Office  levels.  (ELT:  FY  1 996  and  beyond) 
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Objective  3: 

Expand  partnerships  and  interagency 

collaboration 


1  artnerships  and  interagency  collaboration  enhance  BLM's  ability  to  effectively 
involve  volunteers  in  the  management  of  healthy  ecosystems  by  providing  re- 
sources, expertise,  and  support  of  shared  initiatives.  Volunteer  Program  staff  must 
become  more  active  in  identifying  and  soliciting  partnerships  and  interagency 
collaboration.  Using  grants  and  proposals  to  obtain  funding  for  national  and  local 
volunteer  initiatives  will  expand  BLM's  ability  to  deliver  quality  services  to  our 
customers. 


Strategies: 


• 


Provide  training  for  Volunteer  Coordinators,  managers,  and  other 
employees  in  partnership  and  funding  development. 
(EE  &  V  Team/NTC:  FY  1 995-96) 

Identify  potential  national  funding  sources  and  other  types  of 
partners.  (EE  &  V  Team/VPAT:  FY  1 995-96) 

Expand  and  develop  national  and  regional  volunteer  partnerships 
and  cost-share  and  cooperative  agreements  in  support  of  BLM 
priorities.  (EE  &  V  Team/VPAT:  FY  1 995-96) 

•  Establish  an  interagency,  user-friendly,  electronic  clearinghouse  of 
state,  national,  and  international  volunteer  partnerships. 

(EE  &  V  Team/VPAT:  FY  1 996) 

•  Publish  partnership  success  stories,  highlighting  what  works. 
(VPAT:  FY  1995  and  beyond) 


Objective  4: 

Increase  the  number  of  long-term  volunteers 

and  expand  volunteer  participation  in 

leadership  and  supervisory  roles 


Long-Term  Volunteers 

BLM's  ability  to  complete  work  in  a  timely  and  cost-effective  manner  is  greatly 
increased  by  its  investment  in  long-term  volunteers.  As  they  gain  tenure,  volunteers 
become  more  valuable  because  they  gain  in-depth  understanding  of  ecosystem  and 
resource  management  planning  practices  and  are  able  to  assume  greater  responsi- 
bilities. When  long-term  volunteers  are  available,  managers  can  commit  to  multi- 
year  projects,  knowing  that  resources  will  be  available.  Long-term  volunteers  also 
reduce  the  burden  on  BLM  staff  for  recruitment  and  training  and  serve  as  informed 
and  enthusiastic  ambassadors  with  ownership  in  the  BLM  mission. 

Volunteers  as  Leaders  and  Project  Managers 

A  number  of  organizations,  such  as  the  Red  Cross,  have  a  long  history  of  operating 
with  volunteers  in  leadership  and  project  management  roles.  Involving  volunteers 
in  these  roles  opens  the  door  for  more  volunteers  to  serve  the  agency.  These  volun- 
teers can  plan  and  implement  projects  and  guide  other  volunteers,  allowing  our 
own  employees  to  continue  other  work.  Also,  by  providing  opportunities  for  volun- 
teers to  serve  in  leadership  positions,  we  can  attract  individuals  with  valuable 
expertise  and  experience. 

Strategies: 

•  Develop  a  national  strategy  to  recruit  and  retain  long-term  volun- 
teers as  leaders  and  supervisors.  (VPAT:  FY  1995-96) 

•  Develop  standardized  position  descriptions  for  volunteers  serving 
as  leaders  and  supervisors.  (VPAT:  FY  1 995-96) 

•  In  concert  with  other  partners,  develop  a  training  program  for  BLM 
supervisors  on  the  use  of  long-term  volunteers  and  volunteers  as 
leaders  and  project  managers.  (NTC/VPAT:  FY  1995-96) 

•  Develop  a  training  module  for  long-term  volunteers  and  volunteers 
serving  as  leaders  and  supervisors.  (NTC/VPAT:  FY  1995-96) 
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Objective  5: 

Improve  volunteer  awards  and 

recognition  system 

Volunteer  awards  and  recognition  are  important  to: 

•  Thank  volunteers  for  a  job  well  done; 

•  Support  volunteerism; 

•  Motivate  and  retain  volunteers; 

•  Publicize  volunteer  opportunities  on  the  public  lands; 

•  Acknowledge  volunteer  contributions; 

•  Increase  support  of  the  Volunteer  Program; 

•  Express  our  agency's  values  regarding  the  contributions  of  volunteers  and 
other  members  of  our  workforce; 

•  Support  the  continued  development  of  partnerships;  and 

•  Communicate  management  support  for  the  Volunteer  Program  to  BLM  field 
staff. 


Strategies: 


Develop  a  Bureauwide  award  system  that  recognizes  volunteers, 
partners,  and  BLM  staff  at  the  local,  state,  and  national  levels. 
(EE  &  V  Team/VPAT:  FY  1 995) 

Develop  a  plan  to  consolidate  acquisitions  of  volunteer  recognition 
items  to  achieve  cost  savings.  (VPAT:  FY  1 995) 
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Objective  6: 
Improve  communications  and  outreach 


DLM  can  strengthen  its  Volunteer  Program  by  communicating  more  effectively 
with  volunteer  coordinators,  managers,  and  resource  professionals.  A  systematic 
approach  using  new  technology  to  share  information  about  programs,  successes, 
and/or  barriers  with  internal  and  external  audiences  will  strengthen  our  efforts. 
BLM  should  enlist  its  partners  to  help  reach  out  to  the  public  and  distribute  infor- 
mation on  BLM's  volunteer  efforts  and  opportunities.  As  it  does  this,  BLM  needs  to 
develop  effective  outreach  and  publicity  materials  that  will  inform  a  broader 
spectrum  of  the  public  about  our  efforts.  Such  materials  will  diversify  and  broaden 
our  volunteer  base. 

Strategies: 

•  Revise  the  Volunteer  Program  Annual  Report,  simplifying  the  data 
collection  process,  and  designing  it  for  use  as  a  strong  marketing  tool 
for  a  wide  variety  of  audiences.  (EE  &  V  TeamA/PAT:  FY  1 995) 

•  Set  up  a  1-800  information  and  outreach  clearinghouse,  matching 
BLM  volunteer  opportunities  with  prospective  volunteers. 

(EE  &  V  TeamA/PAT:   FY  1 995-96) 

•  Develop  volunteer  recruiting  materials  to  attract  a  diverse  group  of 
volunteers.  (EE  &  V  TeamA/PAT:  FY  1996) 

•  Conduct  a  biennial  volunteer  conference  in  coordination  with  other 
agencies  and  volunteer  associations  to  facilitate  the  exchange  of 
information,  ideas,  and  expertise.  (EE  &  V  TeamA/PAT:  FY  1 996-97) 
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Volunteer  Rail  Ranger  Interpreters 
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Illustrations  by:  Janine  Koselak,  BLM  Service  Center 
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